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It has become imperative for students of higher institutions of learning to be well managed 
and handled so as to present a good image of the institution to the students.  Higher 
institution of learning nowadays now consider their students as their customers and thereby 
work towards ensuring the maximum possible customer satisfaction level similar to what is 
applicable in the real business environment. Many authors have concluded that it is high 
time all higher institutions of learning embraced the use of Customer Relationship 
Management (CRM) solutions in monitoring student-institution relationships from the time 
of enrolment to the alumnus stage. This paper reports a quantitative study conducted in a 
Nigerian university environment to determine the critical success factors for implementing 
any institutional-based CRM solution. The implementation factors are identified in order of 
their importance. 
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STUDY BACKGROUND AND PROBLEM STATEMENT 
 
There is a serious problem in the way students are treated in Nigerian higher institutions (Iyamu 
& Ukadike, 2007). The author attributed such problem to the use of the traditional teacher-
centred learning approach in Nigerian Higher educational Institutions (HEIs). The usual way 
that students are being treated by their lecturers is adopted by the administrative staffs while 
interacting with the students. Therefore, there is a need for Nigerian Higher Institution to create 
an atmosphere that can support mutual respect between students and staffs (academic and non-
academic).  
 
It is generally believed that students are the future leaders and they are expected to pass through 
one institution of higher learning or the other. Their various experiences in such institution will 
continue to linger on in their memories and such will affect their future relationship with the 
institution. Thus, it is becoming imperative on every higher institution of learning to consolidate 
their relationship with their students and maintain such relationship after graduation. The reason 
for poor relationship between institution and students in the past can be traced to the belief that 
it is only business organizations that needs to maintain a smooth relationship with their 
customers for future patronage. This belief has been disproved the same thing should be 
applicable to higher students (Christopher, 2008). Thus, maintaining a cordial relationship 
between institutions and students requires a reliable institutional-based CRM (Michael, 2002). 
For successful implementation of such specialized CRM, the expectations of the subjects 
require investigation.  This study is therefore aimed at examining the factors to be considered in 
choosing an institutional-based CRM for Nigerian HEIs. According to Zhedan, Hoyeeon & 
Jongman(2007), CRM was first introduced in the United States in the late 19th century. It has 
since then be employed in various organizations. 
  
Efraim, Dorothy, Ephraim & James (2006) defined CRM as an enterprise effort to acquire and 
retain customers. The main aim of integrating CRM is to establish long-term and sustainable 
customer relationships which in turn benefit both the customer and the organization. Michael 
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(2002) defined CRM as an enterprise-wide business technique designed for optimizing revenue 
and customer satisfaction via an organized institution using customer segment. Though, the 
author observed that the method may cause serious changes in the existing structure and 
management of organization. Nevertheless, it is aimed to achieve effective organization capable 
of maintaining the best possible customer satisfaction. CRM can equally be defined as a 
customer–centered business approach with the main aim of increasing customer satisfaction and 
loyalty by rendering a more responsive and customized services (Seeman & O’Hara, 2006). 
This led to the operational definition of CRM in this study as such a system that can facilitate 
smooth, effective and satisfactory interactions between the students and the staffs of the 
institution. 
 
MOTIVATION AND JUSTIFICATION FOR THE STUDY 
 
Previous studies have revealed that the only way of maintaining good relationship between 
institutions of higher learning and students is to develop a reliable CRM solution (Michael, 
2002; Zhedan et al, 2007). However, on the implementation success factor of institutional-based 
CRM are still very limited (Malcom, 2004; Christopher, 2008). This study aims to fill this gap 
within the Nigerian HEIs context. Also, many researchers have agreed that the growth and 
development of universities depends largely on her ability to source for external funds from 
donors who in most cases are alumni of such institution and that many universities have not 
been employing such advantage (Market Focus, 2007). The significance of identifying the 
implementation success factors of any CRM before the actual implementation has been revealed 
by several authors (Hyung-Su & Young-Gul, 2007; Rahul Bahaskar, 2005; Ying & Cuifen, 




CRM is popularly known and associated with businesses that involve tangible products and 
services. Its tentacles have recently been extended to the educational institutions for relationship 
management. Several authors have acknowledged the usage of CRM in institution for managing 
the relationships between students and the management of the institution in question (Malcom, 
2004; Goran & Greg, 2007) although, its implementation has not been quite rampant, this 
notwithstanding it is revealed that its implementation in the higher institutions of learning will 
make the institution to gain competitive advantage (Rusell, 2001; Seeman & O’Hara, 2006).  
 
According to Malcom (2004), Universities nowadays are working towards sustaining the 
relationship between them and their students even after graduation having recognized the fact 
that alumni of universities have been the major donors in various universities. In the article, 
students are regarded as the sales entity where the prospective students are referred to as the 
sales leads where students are treated as clients. Some authors are of the opinion that university 
students should be treated as the citizens of the community who will always wish to contribute 
positively to that community (Rusell, 2001; Seeman & O’Hara, 2006). The emphasis on the 
relevance of students in the development of educational institutions therefore called for a better 
management of the relationship between the students and the management of the institution. 
This is in line with the position of Cristopher (2008) who considers CRM to be significant in 
university administration. The author equally argued that, success of such implementation relies 
so much on the effectiveness of its associated technology. 
 
Many higher institutions have started using CRM in the management of their subject matter 
(students) with the goal of transforming relationships with prospective and current students 
through dynamic enquiry and communication management. Examples of such institutions 
include California State University (US), Nortumbria university, Baylor University (US), 
Centennial College (Canada), Duke University (US), Franklin University (US), MIP- 
Polytechnico (Italy), Monash University (Australia), Northwestern University (US), San Jose 
State University (US), SDA Bacconi (Italy), Terry College of Businees (US) and University of 
Washington (US) among others yet to be aware of (customerthink.com, 2006; Michael, 2002). 
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For most of these institutions, the emphasis on the implementation of an institutional-based 
CRM is on relationship and communication management (Michael, 2002). This forms the 
basis for the variables involved in the study. 
 
Market Focus (2007) revealed that institutional-based CRM could be applied for sustaining the 
core values of the institutions, allocating the resources effectively and supporting effective 
strategic decision-making process. This shows that institution-based CRM is instrumental to the 
performance of Nigerian HEIs.   
 
Many studies have revealed that it is not only about embracing CRM, but rather working for its 
successful implementation that, failure to do this has drastically affected the successes recorded 
in its implementation (Hyung-Su & Young-Gul, 2007; Rahul Bahaskar, 2005; Ying & Cuifen, 
2008; Adebanjo, 2006). Thus, it is highly necessary to determine the implementation success 
factors of an institutional-based CRM before the real implementation. 
 
Product-centric analysis; Market segmentation; Customer Management; Customer Segment 
advisor; Customer Segment owners and Customer-centric profit and loss are identified as the 
main strategies for successful implementation of a CRM (ThuyUyen, 2007). For this study, the 
attention is more on customer management taking students as the customer and the sales activity 
will be regarded as the enrolment which is required to be maintained up to alumni stage. 
 
According to Rainer & Thomas (2004), it was revealed that not all CRMs are successful in their 
respective implementation, six critical success factors were identified for successful 
implementation of CRM which include the evolution path, the time frame, the organizational 
redesign, integrated system architecture of standard components, change management and top 
management support for successful implementation of CRM. All these serve as justification for 
some of the selected item in the research instrument. These factors are briefly described as 
follow: 
 
The Evolution Path: This has to do with employing a centralized approach in developing a 
CRM by logically following the paradigm of the development process ranging from operational, 
analytical to collaborative CRM and a stepwise implementation approach. 
 
The Time Frame:  The authors argued that for a long-term CRM implementation to be 
successful, the entire project is expected to be split into smaller subprojects that can be finished 
within a very limited time frame. 
 
 Organizational Redesign:  For successful implantation of CRM, there is need to redesign the 
organizational structure in a way that will be suitable for the desired customer’s interaction. One 
of the major thing in the redesign is to properly identify the customer interaction points. This is 
more applicable to this study since we have different levels of customer ranging from 
prospective students to alumni member. 
 
System Architecture: this has to do with the framework on which the CRM major 
collaborative activities are based on. The authors revealed that there is need for a unique 
information flow architecture for a CRM implementation to be successful.  
 
Change Management: This involves reorient ate the administrative staffs that are in charge of 
customer interaction with a view to convince them of the efficacy of the newly proposed CRM 
solution. Except they are convinced on its usage, such implementation cannot be successful. 
 
Top Management Support: This involves measuring the technology acceptance of CRM 
technology among the key decision makers of the organization. Such adoption is considered the 
key factor in determining the success of the implementation. This  is why an exploratory study 




 Evolution paths, timeframe, reorganization, minimize customization, time and budget 
management, customer involvement, lack of culture conflict, usage by managers, measurement, 
management involvement and training were identified as the ten critical success factors in 
implementing CRM (Zhedan et al., 2007). This is very similar to the critical success factors 
identified by Rainer & Thomas (2004) above except the inclusion of additional variables like 
minimize customization, budget management customer involvement and cultural issues. All 
these will serve as the basis of the items of the data collection instrument.   
 
Jeong, Seok & Kyung (2003) discussed the fundamental concepts behind designing a reliable 
CRM, the authors considered the design concepts of creating an effective CRM based on 
practical use of the data sources. The emphasis for this study was on the web data sources used 
majorly for online marketing which was categorized into three the log data, the user data and the 
market data. It was concluded that the design concept is central to developing a reliable web-
based CRM. 
 
Generally speaking, CRM is of the notion that customers are the most fundamental components 
of any business organization and also that effective relationship management with the customers 
is identified  as the critical success factor of any business organization. CRM can be categorized 
based on the activities involved as operational, analytical and collaborative Efraim et. al. (2006). 
The applicable type to this study is collaborative where the CRM is expected to handle all 
possible communication, coordination and collaboration between the institution and the students 




The research designed employed in this study is a quantitative research design using an offline 
questionnaire as the instrument. The coverage is limited to University of Ilorin, Nigeria being a 
public University and the respondents consists of the students, alumni and visitors of  the 
University with a view to determine their expectation about an institutional-based CRM for 
achieving a successful implementation. A sample of 100 is selected based on convenience 
random sampling approach supported by Sekaran (2000) for a study of this nature without 
sampling frame.  A pilot study was conducted prior to the main data collection for validating the 
research instrument and the recorded Cronbach’s Alpha is shown in Table 4. The data is 




Respondent’s Demographic Profile  
The overall profile of the participating respondents in this survey based study is presented in 
tables from 1 through table 4 to show the population distribution based on customer type, sex 
and age.  The total number of usable questionnaire is 75, out of the 75 respondents, 42 (56%) 
were students, 13 (17.3%) were alumni while 20 (26.7%) were visitors of University of Ilorin, 
Nigeria. as shown in table 1 below 
 
Table 1 Distribution of Respondents by type of customer 
  Frequency Percent 
 Students 42 56.0
  Alumni 13 17.3
  Visitor 20 26.7
  Total 75 100.0
 
 
Out of  the entire population of 75 respondents, 35 respondents were male representing46.7% of 






Table 2 Distribution of Respondents by gender 
  Frequency Percent 
 Male 35 46.7
  Female 40 53.3
  Total 75 100,0
 
The distribution based on age of the respondents ranged from 20 to 31 and above. The results 
revealed that 56 respondents belonged to an age range between 20-30 years old. These 56 
respondents formed a percentage of 74.7%. Moreover, there were a group of 10 respondents 
whose ages are ranged between 30 - 40 years which constitute 13.3% of the total population, 
similarly, 6 respondents representing 8% of the population were between age range 40 – 50 and 
finally, 3 respondents representing only 4%  were above 50 years of age as shown in Table 3 
below:  
 
Table 4 Distribution of Respondents by Age 
  Frequency Percent 
 20  - 30 56 74.7
  30 – 40 10 13.3
  40 – 50 6 8.0
  50 and above 3 4.0
  Total 75 100.0
 
Reliability Analysis 
The result of the reliability test is shown in Tables\4. The average reliability for the 12 items of 
the instrument is calculated to be .802 using the SPSS Cronbach’s Alpha which shows the 
variable is very reliable and there is acceptable level of consistence among the items under each 
of the constructs. This is in line with the position of Sekaran (2000) that, Cronbach’s Alpha of 
0.7 and above is acceptable for a study of this type. 
 
Table4 Average Reliability Level 




Table 5 below shows the perception of the respondents on what is required for a successful 
implementation of an institutional-based CRM. As can be seen from the table, all the 
respondents agreed with all the items of the questionnaire since the mean values for all items are 
far more than average (all lie between Agree (4) and Strongly Agree (5). Considering the mean 
value the requirements is ranked as follow in order of importance which represents our model 
for implementing an institutional-based CRM: 
 
Early involvement of students (M = 4.307), proper definition of interaction points (M = 4.240),  
support and training of all administrative staffs (M = 4.227, M = 4.213), using the language of 
instruction (M= 4.200), evaluation (M =4.187), 24-hour communication (M =4.173), students’ 
involvement in strategic planning (M = 4.133), real-time response to student query (M = 4.120), 
unique definition of queries (M = 4.080), conflict-free culture (M = 3.893) are identified from 








Table 5 Descriptive Statistics 
 Items Minimum Maximum Mean 
The Customer should be involved in the 
early phase of the CRM implementation 1.00 5,00 4.3067
The CRM implementation should not cause a 
conflict with the current organizational 
culture 
1.00 5,00 3.8933
Measurements should be carried out 3.00 5,00 4.1867
The support of the management of the 
organization 2.00 5,00 4.2267
The CRM Managers and the entire staffs 
should be trained on the usage of the CRM 2.00 5,00 4.2133
Students should be involved in selecting the 
best strategy for enquiry management 1.00 5,00 4.1333
Response should be generated to student's 
query on real-time basis 2.00 5,00 4.1200
Responses should be uniquely defined for all 
possible operational enquiries 3.00 5,00 4.0800
The  interaction points should be well 
defined 1.00 5,00 4.2400
The system must be able to make inference 3.00 5,00 4.2933
language of instruction should be used in 
communicating to the students 2.00 5,00 4.2000
Communication should be 24 hours 2.00 5,00 4.1733
 
 
Also, majority of the respondents feel that IB-CRM is applicable in an higher institution 
for the following purposes as shown in table 6 below: 
For making complaint,  
For giving feedback to enquiries, 
For advertisement, 
 For sending message to Administration, 
For view guideline and 
 For performing user authentication 
 
Table 6 Perceived Applications of IB-CRM  
  Frequency Percent 
 All of the functions listed 47 62.7
  Nearly all of the functions Listed 28 37.3
   







No doubt, the need for using CRM in the higher institutions of learning has a lot of benefits in 
allowing the institution to gain competitive advantage which eventually result into effective 
organizational performance. The fact still remains that in developing the institutional-based 
CRM application/solution, the implementation success factors should be considered and well 
taken care of in the implementation for it to be successful. The findings of the study show that 
certain factors are necessary to be considered in the implementation of an institutional-based 
CRM for it to achieve its objective. Out of these factors active involvement of students seems to 
be the most important factor. The findings of this study will assist Nigerian HEIs in the future 
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